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EXECUTIVE SUMMARY

The lowa Medicaid Enterprise (IME) has engaged Health Management Associates (HMA) to conduct an
organizational review to assess opportunities for restructuring the major functions that IME currently
outsources through eight contracts. Any restructuring would need to accomplish two goals:
1. Rationalize the use of scarce public dollars by improving IME’s organizational performance and
efficiency

2. Ensure that IME organizational capabilities and infrastructure meet current and anticipated future
administrative needs

In support of these goals, IME requested that HMA complete the following objectives:

o Review and evaluate the major functions that IME currently outsources through eight contracts
to determine whether replacing them with internal infrastructure—entirely or partially—would
enhance IME effectiveness and efficiency

* Assess current IME organizational capabilities and infrastructure related to these major functions
and opportunities to enhance effectiveness and efficiency and meet needs based on knowledge
of how other Medicaid agencies are structured

o Identify emerging needs related to likely continuing impacts of the coronavirus disease 2019
pandemic

e Develop recommendations based on analysis as well as input from decisionmakers

This report lays out HMA’s process, findings, research, and recommendations related to this assessment.

Scope of the Analysis
The scope of HMA's analysis was limited to an assessment of the major functions that IME currently
outsources through contracts. The organizational review was conducted in two phases:

= Phase 1: information Gathering (September 2020 through November 2020)
= Phase 2: Cost-Benefit Analysis (November 2020 through December 2020)

For phase 1, HMA conducted a total of 12 interviews to solicit input from staff responsible for the
contracts and from those whose supervisory responsibilities or daily functions are affected by the
contracts. These interviews provided substantial insight critical to the analysis and development of
recommendations.

Additionally, to support the assessment of current IME organizational capabilities and infrastructure and
opportunities to enhance effectiveness and efficiency as it relates to the contracts, HMA conducted
research on similar state Medicaid organizations. HMA identified similar states to lowa in terms of the
Medicaid program’s size and scope and examined how IME decisions regarding outsourced operational
functions compared to decisions in the states with similar Medicaid programs. This research has also
been used to inform the development of recommendations.

Health Management Associates 1
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For phase 2, HMA completed a cost-benefit analysis of bringing certain components of currently
outsourced functions in-house including organizational changes necessary to support this. HMA looked
at changes that could be made with both existing and added resources in order to develop
recommendations for a desired future state.

And although the scope did not explicitly include an examination of whether IME has been provided
with sufficient staffing resources to meet all its basic obligations on an overarching basis, HMA
observed, through the course of its assessment, that limited resources were consistently noted as a
major challenge. Moreover, HMA observed that IME’s staff was immeasurably committed to performing
at the highest level possible despite these resourcing challenges.

Overview of IME’s Contracts for Outsourced Major Functions
IME asked HMA to consider eight contracts for services that are currently outsourced, summarized
below with their current vendors:

= Core Medicaid Management Information Systems (MMIS), Noridian Healthcare Solutions
= Member Management, Consumer Assistance, and Eligibility Help Desk Services, Maximus
= Provider Services, Maximus

®  Provider Cost Audit and Rate Setting Services, Myers and Stauffer

= Revenue Collections and Estate Recovery, HMS

= Quality Improvement Organization (QIO) Services, Telligen

= Program Integrity Services, International Business Machines (IBM)

= Pharmacy Point-of-Sale Operations and Point-of-Sale System, Goold Health Systems

Exhibit 2 depicts each of the existing eight contracts by relative size, existing contract term, and
opportunity to extend in one-year increments. The dark blue areas indicate the relative remaining dollar
value on the existing contracts. The light blue areas indicate the relative dollar values of potential one-
year extensions to the existing contract. The MMIS contract is clearly the largest contract by dollar value
and by potential duration (through 2028 if all extensions are used).

As shown, seven of the eight contracts expire in 2020. One of those seven (the Program Integrity
Services contract with IBM) has no available extensions after June 30, 2020. It is HMA’s understanding
that IME intends to issue a single-year, sole-source contract extension for Program Integrity Services so
a formal RFP can be developed. The other six contracts extend only to 2024. The fact that most of the
contracts are entering the extension period may provide an opportunity for IME to amend contract
specifications that facilitate implementation of some of the recommended changes.

Health Management Associates 2
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Overview of Key Observations

The purpose of conducting stakeholder interviews was to solicit input and feedback from the individuals
responsible for the eight contracts and from those whose supervisory responsibilities or daily functions
are affected by the eight contracts.

These interviews provided a wealth of insight to inform HMA’s analysis and have served as a critical
component in the development of recommendations. The most common observations that emerged
from all of the interviews was that 1) IME’s present level of internal resources is not sufficient for
carrying out necessary operational functions and 2) IME is in need of more internal policy and subject
matter experts (SMEs) to inform policymaking and ensure proper oversight of the eight contracts. With
that being said, it is very apparent that IME’s current staff are dedicated and committed to doing the
best they can with the resources they have which has translated into carrying out multiple functions
outside of their official role. This has made it very challenging from a contract management perspective
given the number of contracts and therefore reliance on vendors.

Overall, HMA noted the following key observations for IME’s consideration as it seeks to improve
organizational performance and fully leverage its dedicated hardworking staff:

= |{ME may benefit from a targeted business process redesign effort to enhance administrative
processes to reduce roadblocks to efficient management of operational functions.

= |ME may benefit from a reorganization process to improve alignment across the agency and take
into account the agency’s experience after completing the transition from fee-for-service to
managed care.

= [ME lacks sufficient infrastructure and staff necessary to implement formal performance
improvement processes and systems for critical day-to-day activities in order to streamline
operations.

= |ME is significantly understaffed based on staff workloads associated with day-day-day
responsibilities, which has made it challenging to function well both strategically and operationally
in addition to placing key functions at succession risk, in the event staff leave the organization.

= |ME lacks the necessary policy staff to ensure it is not reliant on vendor staff for policy and clinical
expertise to inform key decisions.

@ |ME lacks sufficient staff to sustain and mature formal processes and systems for contract
management, particularly in the area of performance management where opportunities exist to use
high-frequency data to improve performance.

= |ME lacks sufficient staff necessary to support active contract management to improve performance
and mitigate risk. Additional subject matter expertise is needed at the State level to monitor
specialty functions of IME like clinical and rate setting work.

While many of these key observations go beyond those that relate solely to the eight contracts, HMA
believes that accounting for them can be supportive of both efforts to improve contract performance as
well as organizational performance more broadly.

Health Management Associates 7
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Overview of Recommendations

HMA recommends that most core functions remain outsourced, with newly created or insourced IME
positions to enhance program oversight and the effective application of departmental policy to
operations. In general, it would be cost prohibitive and not in line with state priorities to insource any of
the eight contracts reviewed in their entirety. Most of the contracts are reported to have had adequate
or good performance. All the contracts reviewed, except the MMIS contract, expire within six to 18
months and therefore present opportunities for restructuring to address known issues. And the
organizational lift—as well as the potential cost—to insource hundreds of employees would be
prohibitive and not in line with state workforce priorities.

Nonetheless, there is significant opportunity to improve oversight of these vital functions and align them
more closely with IME strategic aims by restructuring some roles and strengthening performance
measurement and monitoring through thorough review of contract scope and requirements as IME
enters the upcoming round of RFPs. HMA's recommendations include establishment of new roles and
the insourcing of roles and functions from existing contracts:

=  Senior Leadership Team: Create new positions to form a senior leadership team reporting directly
to the Medicaid Director for finance, clinical functions, and program integrity

= Technical and Policy Subject Matter Experts (SMEs): Insource or create new roles for technical and
policy SMEs in critical areas that cannot and should not be managed by contract managers—call
center management, revenue collections, and pharmacy

= |nsourced Functions: Insource limited functions currently performed by the vendor to align with
department priorities and provide greater IME control of outcomes

Exhibit 3 summarizes HMA'’s specific staffing recommendations by contract:

Exhibit 3: Overview of Recommendations by Contract

# Contract/Vendor Summarized Recommendation
1 | Core MMIS/Noridian =  Amend contract to require use of IME project management software
Healthcare Solutions
2 | Member and Provi_aer |' =  Insource customer escalation function to ensure full control and resoIlEion
Services/Maximus of escalations
' _3 i Memb.ér_a:la F;révicgr— = Create role for SME to act as a policy SME and oversee call center
Services/Maximus performance
4 Men?:e?::md Provider | ® Create new role to oversee appropriate application of maﬁaged care and FFS
Services/Maximus | policy for member services and provider services
5 | Provider Cost Audit = (Create senijor leadership finance position to oversee and app?m; rate
and Rate setting within policy context and the financial implications of other policy
Setting/Myers and and operational decisions
Stauffer
6 ‘ Iiaver;ué Coilecti;ns_/_- | = Create technical and policy SME role over COB, TPL, and estate recoveries =1
| HMS
7 | Revenue Collections/ = Rebid and restructure contract through RFP Process at soonest available
HMS time (effective 7/1/22) in conjunction with enhanced SME oversight of
performance and activities 2 L]

Health Management Associates 8
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# Contract/Vendor Summarized Recommendation
Quality Improvement | ®  Create senior leadership medical director position to develop and oversee
Organization Services/ clinical policy and priorities
Telligen
3 | Program Integrity »  Create senior leadership program integrity role to act as a policy SME, set
Services/1BM program integrity goals and direction, and oversee technical aspects of the
outsourced contract

| = Rebid and restructure contract during next RFP process

10 | Pharmacy/Goold = Create contract manager position to allow current combined contract
Health Systems manager/pharmacy technical SME position to be split into two separate

roles that would allow pharmacy technical SME to perform enhanced
oversight of program and Medicaid prescription drug rebates

It is HMA’s understanding any newly created senior leadership or technical and policy SME roles would
require legislative approval to increase the full-time equivalent (FTE) limit. The senior leadership roles
would be new and involve increased cost. The technical and policy SMEs could potentially be offset by
efficiencies gained through contract restructuring by amendment or through the RFP process.

Overview of Financial Impact
Exhibit 4 below depicts the estimated additive cost of each recommendation where applicable:

Exhibit 4: Overview of Financial Impact by Recommendation

#  Summarized Recommendation # of FTEs Estimated FTE Cost (Classification, Pay Grade)*
Created
‘ 1 } Amend Core MMIS contract to N/A N/A
|| require use of IME PM software _ &
2 | Insource customer escalation 1 Policy FTE 1 Policy FTE: $85,710 to $132,584
function (Executive Officer 2, Pay Grade 32)
1 Support FTE | 1 Support FTE: $75,549 to $114,988
(Program Planner 3, Pay Grade 29)
1 Support FTE | 1 Support FTE: $75,549 to $114,988
(Program Planner 3, Pay Grade 29)
|
=D “Create technical SME to oversee 1FTE ' $85,710 tc 132,584
call center performance (Executive Officer 2, Pay Grade 32) |
|
4 | Create managed care/FFS oversight 1 FTE $85,710 to $132,584
role (Executive Officer 2, Pay Grade 32)
5 | Create senior leadership finance 1 FTE 122,279 t0 $174,119
position {(Executive Officer 4, Pay Grade 38)
6 | Create COB, TPL, estate recoveries | 1 FTE $85,710 to $132,584 o '
| technical/policy SME | (Executive Officer 2, Pay Grade 32) g

Health Management Associates g
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Summarized Recommendation # of FTEs Estimated FTE Cost (Classification, Pay Grade)*
Created
| 7 | Rebid/restructure Revenue N/A N/A
' : Collections contract -
8 | Create senior leadership medical 1FTE $277,281 to $394,364

director (Physician, Pay Grade 55)

"9 | Create senior leadership Program | 1 FTE $122,279 to $174,119
Integrity role and rebid/restructure (Executive Officer 4, Pay Grade 38)
Program Integrity contract during
next RFP process

10 | Create contract manager position 1FTE $85,710 to $132,584
to allow current combined contract (Executive Officer 2, Pay Grade 32)
manager/pharmacy technical SME |
position to be split into two

. separate roles
Total 10 FTEs $1,101,487 to $1,635,498

Federal/State Breakout:

$605,818 Federal/$495,669 State to

$899,523 Federal/$735,974 State B
*Note: Estimated FTE costs are presented as fully loaded assuming a 38% fringe benefits rate and on an all funds basis except
for the total estimated FTE cost which is shown on both an all funds basis and broken out by federal funds and state funds
assuming a 55% federal/45% state split.

The estimated FTE costs associated with applicable recommendations (all but recommendation 1 and
recommendation 7) could potentially be offset by efficiencies gained through contract restructuring by
amendment or through the RFP process.

Next Steps

Following its review of this report, IME will need to determine which recommendations should be
implemented. Once IME establishes the set of recommendations that it intends to implement, it will be
important for IME to develop a prioritization scheme for the recommendations that ensures that the
recommendations it views as most critical are implemented first and those that are viewed as less
essential are left to be done later.

HMA did not prioritize the recommendations in this report because appropriate prioritization will
depend on the prioritization criteria that IME establishes and how it weighs these prioritization criteria.
However, to inform IME’s development of a prioritization scheme, the following suggested prioritization
criteria represent a potential starting place:

=  Risk Mitigation: HMA suggests that the extent to which recommendations mitigate what IME
considers to be significant strategic, financial, or operational risk be considered as a prioritization
criterion. Recommendation #9, which would create a senior leadership program integrity role to act
as a policy SME, set program integrity goals and direction, and oversee technical aspects of the
outsourced contract and would rebid and restructure the contract during next RFP process, could be
viewed as scoring favorably under this criterion because it significantly reduces potential exposure
on required program paybacks.
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= Operational Performance Improvement: HMA suggests that the extent to which recommendations
will contribute to improving operational performance in functional areas where IME determines
improvement is most necessary be considered as a prioritization criterion. Recommendation #2,
which would insource the customer escalation function to ensure full control and resolution of
escalations, could be viewed as scoring favorably under this criterion because it improves the
effectiveness of issue escalation that involves interagency resolution and coordination to resolve
issues and support individual needs.

= Strategic Policy Alignment: HMA suggests that the extent to which recommendations can align
program outcomes with strategic policy aims be considered as a prioritization criterion.
Recommendation #5, which would create a senior leadership finance position to oversee and
approve rate setting within policy context and the financial implications of other policy and
operational decisions, could be viewed as scoring favorably under this criterion because it enhances
alignment of rate setting with policy priorities within financial parameters.

=  Budget Impact: HMA suggests that the extent to which recommendations require a smaller
budgetary investment versus a larger budgetary investment be considered as a prioritization
criterion. Recommendation #1, which would amend the core MMIS contract to require the use of
IME project management software, could be viewed as scoring favorably under this criterion
because no cost would be incurred by IME.

= Timing: HMA suggests that the extent to which recommendations are able to be implemented on a
shorter time horizon versus a longer time horizon be considered as a prioritization criterion.
Recommendation #1, which would amend the core MMIS contract to require the use of IME project
management software, could be viewed as scoring favorably under this criterion because it can be
implemented in less than 12 months if the current contract allows amendment.

Once IME prioritizes recommendations for implementation using the prioritization criteria above or
others, IME can undertake the key implementation activities noted for each recommendation later in
this report.
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STAKEHOLDER INTERVIEWS

The purpose of conducting stakeholder interviews was to solicit input and feedback from the individuals
responsible for the eight contracts and from those whose supervisory responsibilities or daily functions
are affected by the eight contracts. HMA also used the interviews and follow-up discussions to clarify
responsibilities and confirm specific contract details, as HMA reviewed the eight contracts and
developed findings and recommendations.

The following general interview questions were used, which were tailored according to the individual
being interviewed:

=  What is your understanding of the need for an organizational review?

=  What are your priorities for this organizational review of IME?

*  What is your role? What are your typical day-to-day functions and/or processes as part of this role?

= What contracts do you currently oversee/manage?

= For each of the contracts that you oversee/manage, please describe your relationship with the
vendor on a day-to-day basis.

= From a performance standpoint, please describe strengths of each of the vendors in which you are
currently overseeing/managing a contract for.

= From a performance standpoint, please describe potential areas for improvement of each of the
vendors in which you are currently overseeing/managing a contract for.

=  What opportunities do you see for improving efficiencies for any of the contracts you
oversee/mange?

=  What opportunities do you see for improving efficiencies for any of the major IME functions and/or
processes?

»  Based on your current level of staffing, are there any functions and/or processes currently
outsourced you feel could be handled internally? Are there any functions and/or processes you feel
should be outsourced to a vendor?

=  Are you aware of any roadblocks that hinder current efficiencies for any of the contracts you
oversee/manage?

= What is your assessment of current IME organizational capabilities and infrastructure and how these
are structured?

= What are your suggestions—if any—for specific opportunities to enhance effectiveness and
efficiency for the organization as a whole through restructuring?

®  From your perspective, what factors should determine which functions are outsourced or retained
in-house?

Exhibit 5: Stakeholder Interviews Conducted

Name Title Responsibilities
Kelly Garcia Director of DHS Leadership
ﬂie Lovelady Deputy Medicaid Director Leadership
Diane Williams - IME P?hcmaaéger =iy _.i_F-’r:)}t:ct. Wmﬂgen;ant J
Faith Sandberg-Rodriguez | Senior Advisor to Director of DHS | Leadership Support, Advisory
Pauia Motsinger Bureau Chief | Medical and MLTSS Policy
Mary Stewart Bureau Chief N | MCO Oversights and Support
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Responsibilities

Amela Alibasic Bureau Chief | Medicaid Eligibility Policy and HIPP |

Jennifer Steenblock Executive Officer ‘ Federal Compliance

Lisa Cook Contract Manager Core MMIS i
Pharmacy POS I

Kera Oestreich Contract Manager | Contracts: Member Management, Consumer
Assistance, and Eligibility Help Desk Services;
Provider Cost Audit and Rate Setting; Provider

Services; QIO services; Revenue Collections
| and Estate Recovery

Rachel Danley Contract Manager Program Integrity
Susan Parker | Pharmacist, Contract Manager Pharmacy POS
Marissa Eyanson Division Administrator, Oversight

Community Mental Health and
Disability Services

Key Observations by Theme
Overall, the interviews provided a wealth of insight into IME at both the agency and staff level. Below
are summarized high-level observations grouped by themes that emerged from the interviews.

Theme #1: IME may benefit from a targeted busin r redesign effort to enhance

administrative processes to reduce roadblocks to efficient management of operational
functions.
e Bureaucratic environment at IME creates a lot of “checks and balances” which makes approvals
to carry out tasks challenging
s IME needs more point people/liaisons to enhance communication across divisions and foster a
collaborative environment

Theme #2: IME may benefit from a reorganization process to improve alignment across the

agency and take into account the agency’s experience after completing the transition from fee-
for-service to managed care.
e IME needs tighter alignment with key partners and divisions to be a more efficient, less
“isolated”/siloed agency
e |IME needs a restructuring of bureaus to not only match their current managed care
environment but to streamline communications and create more efficiencies amongst teams
and across bureaus
e |IME needs a stronger overall “vision” and more cohesion across programs
e Concern that some of IME’s current processes may no longer be necessary since the shift from
FFS to Managed Care

Theme #3: IME lacks sufficient infrastructure and staff necessary to implement formal
performance improvement processes and systems for critical day-to-day activities in order to
streamline operations.

e IME needs better streamlining of processes to handle and alleviate heavy workloads

Health Management Associates 13



Opportunities to Improve Contracts for Outsourced Major Functions December 18, 2020

In general, it takes a long time to fulfill data requests because vendors do not understand state
systems the way internal staff do

Not enough resources (including SMEs) in IME — results in staff focusing more on compliance
rather than outcomes

Theme #4: IME is significantly understaffed based on staff workloads associated with day-to-

dayv responsibilities, which has made it challenaing to functio Il both strategically and

operationally in addition to placing key functions at succession risk, in the event staff leave the

organization.

IME notably smaller in comparison to other Medicaid agencies with similar size of population
served therefore staff is stretched thin, juggling many activities and unable to be a true “SME” in
any one area

Historically, there has been significant hesitancy to add state full-time equivalents (FTEs)
Limitations in IME staffing make it difficult to see the “big picture”/overall health of the program
(staff too caught up in the weeds, day-to-day tasks)

IME needs better succession planning i.e. training manuals, cross-training, operational
procedures (concern that when staff leave, the institutional knowledge usually goes as well,
which has been problematic from an efficiency standpoint)

Theme #5: IME lacks the necessary policy staff to ensure it is not reliant on vendor staff for
policy and clinical expertise to inform key decisions.

IME needs more internal SMEs and policy experts across the board to help with daily decision-
making

IME at risk for losing expertise on the state side; more functions need to be brought in house
IME needs more internal expertise in the following areas — policy, clinical, data/analytics, fiscal,
forecasting

Policy-focused roles (including on the clinical side — especially the Medical Director position)
should be brought in-house

Having more policy SMEs in-house will help ensure continuity of training/knowledge in cases
where vendor staff leave or changes

IME’s currently offered salaries for policy-level positions not competitive enough based on
market (lowa a tough state to recruit)

IME needs more in-house SMEs to help with legislative duties/SH interfacing (right now, the
vendors are the “SMEs” and unable to attend these types of meetings)

Theme #6: IME lacks sufficient staff to sustain and mature formal processes and systems for
contract management, particularly in the area of performance management where

opportunities exist to use high-frequency data to improve performance.

IME currently contracts out a lot of functions to vendors and needs to determine what can be
brought in house {including the additional resources to support this)

IME currently does not own the policy work — rely heavily on vendors

Overall contract managers have positive relationships with their vendors

Contract managers struggle in knowing what the full scope of the vendor contracts are which
sometimes slows down activities/request i.e. more time spent on figuring out “what is in scope”
than the actual request itself
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e QOversight and communication issues with MCOs — challenges with holding them accountable

Theme #7: IME lacks sufficient staff necessary to s rt active contract management to

improve performance and mitigate risk. Additional subject matter expertise is needed at the
State level to monitor specialty functions of IME like clinical and rate setting work.

e Vendors have been good partners for the most part but there are some challenges with contract
oversight in terms of current workload of state staff

e IME staff wear many “hats” i.e. serve multiple functions outside of main role

e Difficulties in balancing work — are usually taken away from daily responsibilities because of
projects that arise

s Significant amount of time spent on projects/tasks that take away from innovation and creating
new/enhanced policies; no time to be “actionable” and focus on policies

» IME contract managers are having to also wear a “policy hat” when the roles should be separate

Key Observations by Question
Below are specifics themes gleaned from the interviews grouped by question.

What is your understanding of the need for an organizational review?

e |ME currently contracts out a lot of functions to vendors and needs to determine what can be
brought in house (including the additional resources to support this)

e |IME needs more internal SMEs and policy experts across the board

e IME needs reorganization and better alignment with partners/key divisions to be a more
efficient agency and less “isolated”/siloed

e |IME needs better streamlining of processes to handle workloads

What are vour priorities for this organizational review of IME?

e IME notably smaller in comparison to other Medicaid agencies with similar size of populations
served therefore staff is stretched thin, juggling many activities and unable to be a true “SME” in
one area

e Historical and significant hesitancy to add state FTEs

e IME currently does not own the policy work — rely heavily on vendors

e IME losing expertise on the state side and therefore needs to bring more functions in house

e Vendors have been good partners for the most part but there are some challenges with contract
oversight in terms of current workload of state staff

What is your role? What are vour typical dav-to-day functions and/or processes as part of this

role?

e Contract managers typical functions — contract monitoring and approval of vendor’s work,
reviewing performance reports, coordinating operational needs, communications i.e.
responding to RFls/emails/data requests, contract amendments, invoices, filling in as a SME if
there is no identified person

e Bureau Chiefs typical functions — compliance checks, quality reporting, report review, program
administration, supervise, advise on SPAs/waivers

e IME staff wear many “hats” i.e. serve multiple functions outside of main role
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What contracts do you currently oversee/manage?

See Exhibit 5: Stakeholder Interviews Conducted

For each of the contracts that you oversee/manage, please describe your relationship with the

vendor on a day-to-day basis.

Overall contract managers have positive relationships with their vendors

Contract managers struggle in knowing what the full scope of the vendor contracts are which
sometimes slows down activities/request i.e. more time spent on figuring out “what is in scope”
than the actual request itself

From a performance standpoint, please describe potential areas for improvement of each of

the vendors for which you are currently overseeing or managing a contract,

Overall vendor performance is strong/up to par

Vendors get caught up in day-to-day activities which disallows them from seeing the “big picture
view”

IME needs better quality assurance processes/procedures embedded into contracts

What opportunities do vou see for improving efficiencies for any of the major IME functions

and/or processes?

IME needs more internal expertise in the following areas — policy, clinical, data/analytics, fiscal
IME needs better succession planning i.e. training manuals, cross-training, operational
procedures (when people leave, the institutional knowledge usually goes as well, which is
problematic)

IME needs better restructuring of bureaus to not only match their current managed care
environment but to streamline communications and create more efficiencies amongst
teams/across bureaus

in general, it takes a long time to fulfill data requests because vendors do not understand state
systems the way internal staff do

There are some current processes that may no longer be necessary since the shift from FFS to
Managed Care (e.g. cost reporting)

Limitations in IME staffing make it difficult to see the “big picture”/overall health of the program
(too caught up in the weeds, day-to-day tasks)

Bureaucratic environment at IME creates a lot of “checks and balances” which makes approvals
to carry out tasks challenging

Based on current levels of staffing, are there anv functions and/or processes currently
outsourced you feel could be handled internally? Are there any functions and /or processes you

feel should be outsourced to a vendor?

Policy-focused roles (including on the rate-setting and clinical side — especially the Medical
Director position) should be in-house — would supplement development of policies and ensure
better monitoring of programs and their performance

Having more policy SMEs in-house will help ensure continuity of training/knowledge in cases
where vendor staff leaves or changes

IME’s currently offered salaries for policy-level positions not competitive enough based on
market
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Need to have more “point people” in IME for better cross-communication (i.e. liaisons)

Are vou aware of anv roadblocks that hinder current efficiencies for any of IME’s major

contracts and/or functions?

Difficulties in balancing work — are usually taken away from daily responsibilities because of
projects that arise

Significant amount of time spent on projects/tasks that take away from innovation and creating
new/enhanced policies; no time to be “actionable” and focus on policies

Not enough resources (including SMEs) in IME — results in staff focusing more on compliance on
contracts rather than outcomes

Resources {financial) being tied up into contracts — these are resources that could be invested
into the state team

What are vour sugaestions—if anv— for specific opportunities to enhance effectiveness and

efficiency for the organization overall?

IME needs more in-house SMEs to help with legislative duties/SH interfacing (right now, the
vendors are the “SMEs” and unable to attend these types of meetings)

IME needs better cross-agency collaboration (e.g. DPH — lots of crossover in
programs/populations served)

IME contract managers are having to also wear a “policy hat” when the roles should be separate
Oversight and communication issues with MCOs — challenges with holding them accountable
More unification across payers

What is vour assessment of current IME oraganizational capabilities and infrastructure and

how these are structured?

IME would benefit from a restructure to be a more effective Medicaid agency

IME staff spend a lot of time spent on RFls, FOIAs, Director’s letters

Hard for decisions to be made — vendors SMEs but do not have the authority to and IME's
current hierarchical structure makes it also challenging

Bureaucratic structure puts a lot of pressure on leadership in terms of making decisions

From vour perspective, what factors should determine which functions are outsourced or

retained in-house?

IME needs more SMEs

IME has a lot of cumbersome processes
No succession plan for agency

lowa a tough state to recruit to
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COMPARISON TO SIMILAR STATE MEDICAID ORGANIZATIONS

To support the assessment of current IME organizational capabilities and infrastructure and
opportunities to enhance effectiveness and efficiency as it relates to the review and evaluation of the
major functions that IME currently outsources through eight contracts, HMA completed research on
similar state Medicaid organizations using a two-step process. HMA's first step was to identify similar
states to lowa in terms of the Medicaid program’s size and scope. To do so, HMA took into account the
following criteria: total Medicaid spending, total Medicaid enrollment, Medicaid managed care status,
and Medicaid expansion status. Based on these criteria, HMA identified the comparison states listed in
Exhibit 6 below as similar to lowa:

Exhibit 6: lowa Medicaid Comparison States

Total Medicaid Total Medicaid
Spending Enrollment Managed Medicaid Expansion
(State Fiscal Year 2019) (July 2020) Care Status Status
Oregon 59.5 billion 1,066,371 Yes Yes
New Mexico - $5.3 billion 780,781 Yes Yes
lowa $5.3 billion 708,907 Yes Yes -
Nevada | $4.0billion 695,931 Yes C Yes
Rhode Island $2.6 billion 308,847 Yes Yes

Source: Kaiser Fgmily Foundation, State Health Facts, httos://www.kff.org/statedata.

With the comparison states identified, HMA completed the second step consisting of targeted research
for each comparison state. This targeted research identified how IME’s decisions regarding outsourced
operational functions (in whole or in part) compared to the decisions regarding outsourced operational
functions (in whole or in part) in the comparison states, as illustrated in Exhibit 7 below:

Exhibit 7: Medicaid Operational Functions inventory

Operational Organization Outsources Function?
Function Description OR NV RI
Benefit Designing and implementing medical No No Yes* No No
Administration | clinical policies for covered services |
Care Management | Coordinating services and support to Yes No | Yes No Yes |

members to address behavioral health
needs, physical health needs, and
| social needs

Claims Processing and auditing of claims Yes Yes Yes Yes Yes
submitted for payment |

Communications Managing media engagement and No No No Yes No
stakeholder engagement ‘

Compliance Ensuring adherence to applicable state | No No No No No
and federal laws and regulations
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Operational
Function

Description

Organization Outsources Function?

OR

NM

1A

NV

RI

| Data Analytics and | Assessing raw data to present No Yes No No No
Reporting conclusions and producing ongoing
and ad hoc reports
Eligibility Making eligibility determinations No No No No No
Enroliment Effectuating enrollment in managed No Yes Yes No No
care
Financial Analytics | Forecasting and modeling financial No Yes No No No
impacts and results
Financial Completing accounting and budgeting No No No No No
Operations for financial transactions
| Information Overseeing the performance of No No No No No
| Technology hardware, software, and systems that
| support operations
Intergovernmental | Addressing issues and seeking No No No No No
Affairs alignment with other state
governmental entities including those
that are a part of the executive branch
and the legislative branch
Legal Services Providing advice on contract terms, No No No No No
statutory interpretation, and litigation
Member Services Fielding and resolving inquiries from No No Yes No
members
' Policy and Developing and interpreting rules and No No No No
' Regulation regulations to achieve aims
Program Integrity Combating fraud, waste, and abuse by No No No No
members, providers, or vendors
Provider Conducting outreach to and executing No No No No
Engagement and agreements with providers to deliver
Contracting care to members
Utilization Assessing the medical necessity of Yes No Yes Yes No
Management services using evidence-based
standards |

*Note:_OBerational function outsourced by lowa but not outsourced by any comparison- state

Of the 18 operational functions defined for the research, lowa outsources nine of these. For the four
comparison states, outsourcing four operational functions (Nevada and New Mexico) was the highest
number. This illustrates that lowa is significantly more reliant on outsourced functions compared to
these states. It is also worth noting that no comparison state outsources five of the operational
functions that are outsourced by lowa including benefit administration, member services, policy and
regulation, program integrity, and provider engagement and contracting.
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